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II.   The Models, the Cities and




















































































The Models, the Cities and the Schools 8
Beacon
National Intermediary: Youth Development Institute at
the Fund for the City of New York.
Original Model Sites: New York City Public Schools,
primarily middle schools.
Mission: To develop and operate school-based
community centers; to create “safe havens” for youth
and families in poor neighborhoods; to promote youth
development and resiliency.  
Activities: A diverse array of youth development
activities in five core areas: education, recreation and
enrichment, career development, leadership devel-
opment and health.  Activities take place during
nonschool hours and emphasize several factors
important to youth resiliency: caring adult relationships;
engaging activities; high expectations; opportunity to
make a contribution; and continuity.
Governance: Each Beacon Center has a lead agency
that manages all activities at the school.  A local
organization provides technical assistance in
organizational development as well as youth
development practices.  An over-sight committee,
consisting of executive staff from key CBOs and school
district staff, provide general policy and management
oversight.  Each school has a school-level decision-
making body that includes parents and other
community representation.
Community Schools
Original Model Sites: PS 5 & PS 8; IS 218 and IS 90 in
the Washington Heights section of New York City.
National Intermediary: Children’s Aid Society, NY, and
the National Center for Communities and Schools at
Fordham University.
Mission: “Educational excellence, combined with
needed human services, delivered through school,
parent and community partnerships.”
“Seamless integration of school-day activities with
extended-day programs.”
Activities: A wide range of youth development programs
during the school day and in non-school hours.  Social
services, such as on-site clinics, legal assistance, and
case management are also provided.  Parent education
is an important component of the Community Schools.
Governance: Co-management of school facilities by the
school and a community-based organization. To this
end, management staff from the CBO have space in the
school administrative offices so they can interact
frequently with school principals.  
Additional characteristics of the National Adaptation:
Local universities play a key role in technical
assistance and planning.  An oversight committee,
consisting of university staff, executive staff from key
CBOs, and school district staff, provide general policy
and management oversight.  In addition, each school
should have a school-level decision-making body that











































Original Model Site: Indianapolis, Indiana.
National Intermediaries: United Way of America and
the Institute for Educational Leadership.
Mission: To increase the educational success of
students by better meeting the noneducational needs 
of children and their families through a partnership of
education, human and community service delivery
systems, with a long-range vision of establishing
schools as “life-long learning centers” and focal points
of their communities.
Activities: Vary according to site, but each site has an
overarching goal of promoting positive youth devel-
opment during nonschool hours.  Activities include
educational enrichment, career development, arts and
culture, “life-skills,” counseling, case management,
health and mental health services, and recreation.
Governance: The Local United Way agency acts as
lead organization and fiscal agent.  A local governance
structure made up of United Way, school district, social
service and community representatives develops city-
wide programming strategies and oversees implemen-
tation.  School-level councils assess the needs and
assets of the community, and design and implement
program interventions.  The councils include a program
coordinator, school principal and other school staff,
parents, students and local partners. 
West Philadelphia Improvement Corporation
(WEPIC)
Original Model Sites: Turner Elementary School in
West Philadelphia.
National Intermediary: Center for Community
Partnerships at the University of Pennsylvania.
Mission: A school-based school and community revital-
ization program to produce comprehensive, university-
assisted community schools that serve, educate and
activate all members of the community, revitalizing the
curriculum through a community-oriented, real-world,
problem-solving approach.   
Activities: Academically based community service,
such as graduate and undergraduate interns working 
in schools to provide educational assistance and
mentoring to youth.
Governance: School principals and staff play key
decision-making roles, such as deciding what
substantive areas will be addressed through the
initiative.  Community councils provide guidance on
program content.  





























































The Cities Involved in the ESS Model Adaptations and the Number of Schools in Each City
Beacon Bridges to Success Community Schools WEPIC
*Denver, CO (3) *Central Falls, RI (3) *Boston, MA (1)  Albuquerque, NM (1)
*Minneapolis, MN (5)  Guilford County and
 Highpoint, NC (2)
*Long Beach, CA (1) *Atlanta, GA (1) 
 Oakland, CA (4)  Flint, MI (3)  Salt Lake City, UT (1) *Aurora, CO (1)
*Savannah, GA (3) *Jacksonville, FL (5)  Denver, CO (1)
 Mesa, AZ (5)
*Missoula, MT (5)
*Indicate cities to which research visits were made. 
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Table 2.2  











Central Falls ! ! !
Denver !
Jacksonville ! ! !
Long Beach ! !











































































Median Percent of Students
Eligible for Free/Reduced Lunch
Median Percent of Students
Bused to School
Median Percent 
of Student Mobility  
Elementary 18 78% 30% 33%
Middle 25 86 20 30
High  4 26 65 10
*Includes only those schools that responded to the organizational surveys.
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Goals of ESS Adaptations Number of
Responses
Improving academic performance 27







Using youth’s out-of-school time
safely and productively
23
Involving parents more in their
children’s lives and schools
15
Keeping youth off the streets and
out of trouble
15
Enriching youth’s lives with more
athletic and cultural experiences
14
Fostering school reform   5
Making more social services
available to youth and families
  3
    51 surveys had valid responses.
 


















































An After-School ESS Program in an Elementary
School
The school runs programs for children and their fami-
lies.  After school, there are activities  from 3:00p.m. to
5:30p.m. for approximately 50 youth.  From 3:00p.m. to
3:45p.m., children can get help on their homework from
high school youth who act as group leaders and men-
tors.  A snack follows, and from 4:00p.m. to 5:00p.m.
the children engage in a structured activity, the topic of
which changes weekly (e.g., substance abuse preven-
tion education, arts and crafts).  From 5:00p.m. to
5:30p.m. children have free time to read, color or play
board games until their parents pick them up.  The
activity runs throughout the school year.
Teachers at the school run a variety of activities such
as drama, science, hiking, multicultural and art clubs. 
The clubs are scheduled for one or two days per week
after school.  In the science club, we observed children
working on a volcano project that involved making
volcanoes that erupted as well as reading about
volcanoes and hearing the teacher tell stories about
volcanoes from her experience.  The activities last
approximately 8 to 12 weeks before a new cycle
begins.
Teachers also offer family math and reading club
activities that target parents of third graders who are
most at risk of academic failure.  Parents and youth
participate together, and parents learn strategies for
helping their children with their academic work.  Such
strategies include tips on how to help children think
through a problem and how to encourage them in their
work.
In the morning, program staff offer morning homework
help on an informal basis to children who feel they
need it.  On weekends, the city Parks and Recreation
department provides recreational activities on the
school playground for area youth.  Once or twice a
year, a Saturday pancake breakfast is held to bring
teachers, school staff, parents and youth together in a
social setting.    
Parents in the ethnically diverse community that the
elementary school serves attend ESL, computer and
other parent education courses.  Some parent
programs are held during the school day and others are
held after school.
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Before-school, During-school and 





















































A Summer ESS Program in a Middle School
The Beacon program is scheduled for six weeks in the
summer. Although the program serves primarily middle
school youth during the school year, it serves a large
proportion of elementary school students in the
summer.  Approximately 100 youth/day attend the
program.  
The program provides a daily summer camp that
provides elementary school youth with recreational and
cultural learning opportunities.  The summer program
relies heavily on youth staff—12 are employed for the
summer.  Two of the youth staff are paid by a local
summer youth employment program, the rest are paid
by the program.  Youth staff assist in activity instruction
and provide office and general support.  During our
visit, youth staff were in and out of the program’s office,
helping younger students with problems and ensuring
that they knew where they were going.  
In addition to the camp, there are activities once or
twice a week for both elementary and middle school
youth   The activities vary.  A nutrition and fitness
activity accommodates approximately 12 youth and
meets two afternoons per week for four hours.  Youth in
the class cook, exercise and learn about healthy
nutrition.  A low-rider model car club meets two times
per week in which youth build customized model cars. 
The activity instructors act as positive role models for
Latino youth.  A basketball clinic meets four times per
week in the afternoon for four hours.  A gang education
program meets twice per week for an hour and a half in
the afternoon.  The group serves 20 youth on a regular
basis and permits other youth from the Beacon to join
in activities that interest them; a computer lab meets
four times per week after lunch; and Hip Hop Dance
meets twice per week in the afternoons.  Other summer
activities include open gym, soccer, swimming and
football.  
In accordance with Beacon philosophy and practice,
many instructors encourage youth to join their activities
informally.  As a result, youth involved in the basketball
clinic might spend part of the afternoon in the gang
education program or the nutrition and fitness class.  
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IV.   Who Shows Up and How They













































26 Extended-Service Schools: Putting Programming in Place
Table 4.1
Parents’ Reasons for Enrolling Youth in ESS
After-school Programs
My child wanted to get involved.
My child can make friends and have fun.
76%
54
It provides affordable after-school care.
It provides dependable after-school care.
19
21
It will help my child do better in school.
School staff suggested that my child enroll.
53
12
It is a safe place for my child after school.
My child can get to and from the program easily




Note: Distribution adds to more than 100 percent because
as many choices as applied could be checked.
Table 4.2










   862 (3 schools)
   850 (3 schools)
   n/a
   748 (3 schools)
Bridges







   398 (3 schools)
   380 (3 schools)
   256 (2 schools)
   300 (5 schools)
1,074 (3 schools)
   559 (5 schools)
   749 (7 schools)
Community Schools
  Boston
  Long Beach
  Salt Lake
  145 (1 school)
  n/a







   90 (1 school)
   40 (1 school)
  n/a





































































































































Sample Size 2,157 2,266
28 Extended-Service Schools: Putting Programming in Place
Table 4.4




















Youth’s Grade in School (%)
  Grade 3 or lower
  Grade 4
  Grade 5
  Grade 6
  Grade 7
  Grade 8
  Grade 9




















Number of Children in the Household,













Receive Free/Reduced Price Lunch (%)
  Free lunch







Annual Household Income (%)
  Less than $11,000
  $11,000 to $14,000
  $14,001 to $20,000
  $20,001 to $30,000
  $30,001 to $40,000











 Distribution adds to more than 100 percent because as many























Recruitment Strategies and Challenges
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Addressing the Challenges in Schools 33
V.   Addressing the Challenges in
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VI.   Building Partnerships in the











































































































































































































































































































































































































School personnel 5 7 1 1
CBO or government
agency personnel
5 2 9 3





















































































































































Forging Partnerships in Denver
Denver presents a good example of the challenges
inherent in forging a collaborative effort where none had
existed previously, or where those that had existed
proved unsuccessful.  It also presents a good example
of how the challenges can be overcome.  
Denver had difficulties forging a partnership with the
school system, as did the other Beacon sites.  Denver’s
difficulties were compounded, however, because the
foundations that took the lead, the Rose Community
Foundation (the fiscal agent) and the Piton Foundation
(the local intermediary), had confusing roles for the first
year of the initiative.  Technically, the Rose Community
Foundation provided overall management, but the Piton
Foundation had been key in bringing the initiative to
Denver, and so sometimes appeared to take on
management responsibilities.  Staff at the Beacon
Centers themselves were unsure what the two
foundations’ roles were and to whom they were
ultimately accountable.  
Complicating matters were the relationships with the
lead agencies, which were occasionally not sure what
their responsibilities were vis-a-vis the collaboration. 
The tensions and hard feelings became obvious to the
partners, and much time was spent in the second half of
the first year addressing them.  If the relationships
within the city are seen as a web, there were three loci
at which work needed to be done.  First, the founda-
tions, each of which had a very strong commitment to
the initiative, hammered out their respective roles and
responsibilities. The fiscal agent agreed to limit its 
work to management and fiscal oversight, and the
intermediary became more focused on technical
assistance.  Second, the school district, having received
a significant concession in being able to veto potential
lead agencies, became more supportive.  With the help
of a key school district member, the foundations
mediated the relationships between the schools and
CBOs. Third, Beacon Center directors were concerned
both about whether they could realistically meet the
goals made for the initiative and what their relationships
should be to the two founda-tions.  Thus, they met with
key oversight partners to discuss their concerns.  In
response, local initiative leaders agreed that the initial
goals had been set too high, and more realistic goals
were set.  The founda-tions also clarified for the sites
what sites could expect from them. 
The work done among the partners to improve their
relationships and clarify their roles proved successful. 
By the end of the first year of implementation the
collaborative’s relationships were much improved.
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In two cities, the needs assessments were conducted
by youth and/or community residents.  The strategies
used were unusual, and we summarize them below:
Youth Mapping in Denver
Staff from the Piton Foundation, a local organization
that has taken a key leadership role in the Denver
Beacons Initiative, coordinated a youth mapping effort. 
Training in youth mapping was provided by the Center
for Youth Development and Policy Research of the
Academy for Educational Development, and eight youth
spent two weeks conducting surveys within the
neighborhoods where Beacon Centers were to be
located.  The youth mapping created significant
enthusiasm and receptiveness for youth leadership and
involvement.  In addition, specific program categories,
such as technology, were added based on the findings. 
The Denver Beacon Centers have continued to
emphasize youth involvement: youth assist in activity
implementation and office management, and par-
ticipate in structured leadership groups.  
Focus groups in Long Beach
Staff from California State University, Long Beach,
conducted focus groups with children and school staff
separately as well as a series with parents, teachers
and agencies together.  They also trained community
residents to facilitate focus groups with parents from
the community. The process required both an initial
training and a follow-up training to ensure that the
facilitators did not impose their own opinions on the
group.  After transcribing all the focus groups’ pro-
ceedings, planners identified eight key areas of action
for the Stevenson-YMCA Community School: safety,
sports, increasing interaction between teachers and
families, family learning activities, child academic and
career development, parent career development, fine
arts and leisure, and a parent center.  The planners
then worked to design activities in each area.









































































































































































































































































































































































A Minimal Cash Budget in ESS City with Three
Schools
Salary and Fringe Benefits:
 Program Director (20 hrs/wk) 
 One School Coordinator (40 hrs/wk)
$20,000
$30,000
















































Expanded Budget with Redirected Funds
Salaries and Fringes:
   Program director
   One school coordinator
   Additional school staff
Subtotal
$ 20,000
   30,000
   68,000
$118,000
Youth Activities:
   Monetary resources for youth activities
   Service-learning training for sites (from a university)
   Museum-sponsored activities (staff and equipment)
   CBO-sponsored activities
   Teacher-led activities
Subtotal
$ 25,000
   19,000
   50,000
   25,000
   15,000
$134,000
Administrative Expenses:
   Administrative time of sponsoring agency and community partners
   Cash expenses
   Agency-donated office space for project director
   Use of office equipment and supplies
Subtotal
$ 13,000
   15,000
            0
     5,000
$ 30,000
Cash, plus redirected total $285,000
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The School Coordinator’s Responsibilities
The responsibilities held by the school coordinators
differed somewhat by city and school depending on
whether funds existed for an assistant, but coordinators
were generally responsible for: 
Recruiting Participants




Obtaining space for activities
Convening site councils
Monitoring programs, including attendance 
Reporting to lead agencies 
Administering the program budget
In some schools they also provided activities them-
selves, either on an ongoing basis or as a substitute
when a provider did not show up. 
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Planned Governance Structures at the Schools
Lead agency governance Small-team governance
Shared governance between school-level
councils and lead agency











































Shared Decision-making Between School-level























































































































Proposed Roles of the School-Level Councils
Role Central Falls Denver Jacksonville Savannah
Generate program
goals








































































































































































Jacksonville: A Case of Successful Shared
Decision-Making
Although the city did not avoid the tensions and
conflicts we have described, Jacksonville was the only
city that continued to actively use school-level councils. 
In Jacksonville, it is important to note, the councils
were largely made up of community-based organization
staff who were involved in the full-service schools. 
Thus, they had been managing activities at schools
with a similarly complex collaborative structure. 
Although the councils had struggled with the tensions
that those in other cities had, two factors appear to
have allowed Jacksonville to overcome some of its
difficulties.  First, all services that come into the
schools must be approved by the councils.  The
councils also have the authority to reallocate funding
from one program to another.  Their authority,
therefore, arises from their role, and is not derived from
the authority of the planning teams.  Second, an overall
culture of collaboration exists within the social service
community in Jacksonville, which pre-disposed many
stakeholders to work out their difficulties.  
Table 8.3 
School-level Governance Structure at the End of
















































































































































































Denver: Plans for Sustainability
In Denver, the oversight committee identified several
key challenges to continuing Beacons funding.  First,
as in so many cities, the school district’s mission is 
raising educational standards, and there is no funding
available for the kinds of enrichment activity that the
Beacons provide.  Second, the city of Denver has a
relatively young and small philanthropic base, and
oversight committee members do not think there are
sufficient private monies to fund the initiative long-term. 
Third, state funds for youth development activities are
limited (as they are in so many states).  Fourth, the
Beacons in Denver need an institution that can act as
the fiscal agent over the long term.  The foundation that
is currently filling the role is doing so temporarily.  
The oversight committee has thus been considering
creating a Board of Cooperative Educational Services
[BOCES], which is often a partnership among a number
of school districts that pool resources.  In Denver, the
BOCES would be a partnership between a university
and Denver Public Schools (DPS) to govern all
Denver’s community/school projects—Beacons, 21st
Century Learning Centers and neighborhood centers. 
Its advantages would be a primary concern with after-
school activities and eligibility for funds that may not be
available to another entity.  For example, federal 21st
CCLC funds must go to educational entities, but other
funds may be limited to other kinds of agencies.  A
BOCES would allow the Denver Beacons to apply to
multiple funding streams and funnel the funds of each
to single entities.
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